In this study, we explored the interplay of leader competence and leader self-serving behaviour on followers' perceptions of psychological safety and its downstream implication on team performance. Using a time-lagged study of 166 leaders and 514 followers from six firms in central China, we found that leader self-serving behaviour was an important contingent factor for how subordinates perceive their leader. Specifically, when competent leaders were perceived as being non-self-serving, team psychological safety as well as team performance were enhanced. In contrast, such positive influences were non-existent when leaders were seen as self-serving. Practical implications and important insights to future research were also discussed.
Practitioner points
Organizations are encouraged to establish and adopt adequate training and development programmes to ensure that employees are constantly provided with resources to enhance their competencies. Organizations should foster a culture of ethical behaviour and institute systematic monitoring to ensure that employees act in the best interest of the organization and not at the expense of the larger collective.
Nelson Mandela epitomizes the competent, influential, and selfless leader. His personality is renowned as extraordinary, passionate, and caring, and he remains one of the most significant fighters for human rights. Over the course of his life, Mandela played a critical role in ending the apartheid regime in South Africa and, through this work, gained credit for helping his people and the rest of the mankind recognize the importance of equality and democracy (Mandela, 1995) . The great respect that he achieved is testament to the strong sense of safety he cultivated amongst his followers and supporters. However, it is worth questioning the source or factors of this sense of safety. Specifically, if Mandela was still considered a competent leader but seen as self-serving rather than selfless, would his followers still feel safe under his leadership?
Within the workplace environment, leaders have considerable influence over their team. On the one hand, competent leaders can use their knowledge and expertise to lead their followers in a positive direction (e.g., Bass, 1990; Blass & Ferris, 2007; Schaubroeck, Lam, & Cha, 2007) ; on the other hand, they may be incentivized to engage in self-serving behaviours that will harm the collective's interests (e.g., DeCelles, DeRue, Margolis, & Ceranic, 2012; Liu, Chiang, Fehr, Xu, & Wang, 2017; Rus, van Knippenberg, & Wisse, 2010a , 2010b Wisse & Rus, 2012) . From a follower's perspective, the more competent the leader, the greater the likelihood that said leader can provide higher quality resources (e.g., mentoring, coaching, feedback). Conversely, the more self-serving the leader, it is more likely the follower will feel threatened that his/her available resources will be taken by the leader. Conservation of resources (COR) theory contends that the amount of available resources affects employees' psychological well-being (Hobfoll, 2011) with the perception of available resources having a more profound impact than the actual amount (Clarkson, Hirt, Jia, & Alexander, 2010) . This research adopts a follower view to conjecture that followers' perceptions of leaders' competence and self-serving behaviour are likely to have diverging effects on followers' psychological well-being and, subsequently, team performance.
Although it is widely held that leaders' competence and self-serving behaviour can influence followers' perceptions of available resources and subsequent outcomes, the psychological mechanism underlying this phenomenon is relatively underexplored. Specifically, little empirical attention has been given to mechanisms of followers' perceptions of psychological safety, including how the perceptions vary based on leaders' competence and are reflected in team performance. A clearer understanding of these influences could improve leadership training and development, as well as inspire future investigations on the leadership behaviours that enhance or undermine employees' psychological conditions and outcome behaviours. Our study argues that whether or not competent leaders are self-serving is a critical factor of team success.
Our present research makes several contributions to the literature. First, we adopt a COR perspective to consider whether team leaders' competence and self-serving behaviour influence team psychological safety. We also apply the COR theory to the teamlevel phenomenon. Second, we contribute to both trait leadership and behavioural leadership literature by examining the interactive effect of leader competence and leader self-serving behaviour. Third, we investigate the downstream implication of the interactive effect on team performance by examining how the level of team performance might be affected as a result of leaders engaging in various levels of self-serving behaviour. The overall theoretical model is presented in Figure 1 .
Theory and hypotheses development Leader competence
In the workplace context, competence is an evaluation that refers to how capable an individual is at performing his/her job (Phillips, 1983) . Bandura and Schunk (1981) argued that competence 'is not a fixed act or simply knowing what to do. Rather, it involves a generative capability in which component skills must be selected and organized into integrated courses of action to manage changing task demands ' (p. 587) . In this way, competence can be understood as an individual's knowledge and expertise as well as interpersonal skills and general wisdom needed to succeed in a work environment (Colquitt, Scott, & LePine, 2007; Gabarro, 1978) .
Leader competence is recognized as a critical factor of leadership effectiveness (Hollander, 1978) . Compared with incompetent leaders, competent leaders have been found to attract more followers (Rosenbaum & Tucker, 1962) . In social interactions, a leader's competence is associated with followers' trust (Mayer, Davis, & Schoorman, 1995) , charisma (Reh, Van Quaquebeke, & Giessner, 2017) , support (Price & Garland, 1981) , and task performance (Justis, 1975) . In addition to its direct linkage to leadership influence, competence has also been recognized as a key boundary condition for leadership effectiveness (Chou, Cheng, & Jen, 2005; Kacmar, Zivnuska, & White, 2007; Podsakoff, Todor, & Schuler, 1983) . As organizations increasingly value teams as basic building blocks of business operations and strategy execution (Cohen & Bailey, 1997) , understanding the mechanisms for cultivating and exerting positive influence on work units has become more critical.
A prominent stream of research found that team shared beliefs -specifically perception of psychological safety -is a reactionary behaviour to leadership perception and a determinant of team behaviour (Edmondson, 1999; Hirak, Peng, Carmeli, & Schaubroeck, 2012) . Psychological safety is related to interpersonal risk-taking, learning behaviour, and information sharing (Newman, Donohue, & Eva, 2017) , and dictates the extent to which employees are engaged in their jobs (Kahn, 1990; May, Gilson, & Harter, 2004) . As mentioned above, effective leadership is characterized by an ability to motivate followers to exert effort on the job and to set personal interests aside to achieve a greater common good (De Cremer & van Knippenberg, 2004) . Thus, uncovering how leaders can facilitate or inhibit followers' psychological safety is critical to understanding team behaviour (Edmondson, 1999; Schaubroeck, Lam, & Peng, 2011) . In fact, psychological safety has been recently identified as the most important characteristic of successful highperforming teams (Bergmann & Schaeppi, 2016) .
Research as early as Schein and Bennis (1965) identified safety as one of the fundamental humanistic needs (Maslow, 1943) that organizations must recognize to create a psychologically safe environment. As one primary method to satisfy employees' psychological safety is creating a supportive work environment that provides ample resources, we conjuncture the extent to which employees feel immersed in a safe environment is dependent on their perception of available resources. Therefore, by applying a lens of perceived available resources, we can analyse the roles that leader competence and leader self-serving behaviour play on followers' psychological safety.
The effects of leader competence on team psychological safety Leaders can provide many valuable resources such as mentorship, coaching, assistance, and feedback to help followers perform their tasks (e.g., Bass, 1990; Blass & Ferris, 2007; Schaubroeck et al., 2007) with competent leaders' superior knowledge, skills, and expertise create higher quality resources than incompetent leaders (Connelly et al., 2000) . For this reason, competent leaders also often shoulder heavier responsibilities in training and development programmes across industries. For instance, airline training programmes aim to have skilful and experienced pilots instruct younger pilots. Similarly, medical institutions usually assign competent surgeons to mentor junior physicians. In these ways, competent leaders provide feedback and socio-emotional support, making followers feel comfortable and assured that valuable assistance is present if it is needed.
Psychological safety is an individual's perception of his or her level of comfort within a social environment and is defined as 'feeling able to show and employ one's self without fear of negative consequences to self-image, status, or career' (Kahn, 1990, p. 708 ). Applied to a team scenario, psychological safety refers to a shared sense of not feeling interpersonally threatened and freedom to express their true selves (Bradley, Postlethwaite, Klotz, Hamdani, & Brown, 2012; Edmondson, 1999 Edmondson, , 2004 West, 1990) . When individuals feel a high level of safety within a group, they are likely to take risks and exhibit their true values (May et al., 2004) . They are also likely to speak up and voice opinions as they do not fear being embarrassed, punished, or rejected (Baer & Frese, 2003) .
According to Hobfoll (1998 Hobfoll ( , 2002 Hobfoll ( , 2011 , COR theory provides the framework of how individuals will regulate personal resources (i.e., including time, physical energy, emotional energy, attention) in response to resource gain and loss based on the idea that resources often have symbolic value that exceeds their surface value. Indeed, research has shown that perceived level of resources can affect one's psychological condition (Brotheridge & Lee, 2002) with Clarkson et al. (2010) concluding that perceptions of available resources have a substantial impact on people's behaviours, regardless of the actual situation. Similarly, Grote and Clark (2001) have suggested that when maintaining interpersonal relationships, perception of the amount of resources invested has a stronger impact on the relationship than actual resources invested.
The presence of a competent leader enhances team members' psychological wellbeing and safety by eliminating anxiety and supplying comfort. In a work team led by a competent leader, followers perceive that their leader is a credible source of support, help, and guidance. This perception will promote and maintain team members' respective well-being and health. For example, if a team is facing a difficult challenge or tight deadline, the team with an incompetent leader will likely panic and experience more anxiety than if they had a competent leader. In contrast, a competent leader is capable of providing the assistance and guidance necessary to deliver on a difficult project or meet a tight deadline. Essentially, when in doubt, the team sees the competent leader embodying a 'saviour' role.
Previous research insists that leaders play a critical role in promoting psychological safety (Hirak et al., 2012) . Following Fiske, Cuddy, and Glick's (2007) consideration of competence as a core dimension of impression formation, we suggest that the presence of the competent leader signals to followers that they can feel comfortable and safe under his/her leadership. Therefore, we expect that competent leaders can provide the entire work team with a shared feeling of comfort and security in the workplace environment (Hackman, 1992) . As a result, we postulate the following hypothesis:
Hypothesis 1: Leader competence is positively related to team psychological safety.
The effects of leader self-serving behaviour on team psychological safety Followers' perceptions of leader qualities do not often tell the full story of leadership effectiveness. Research has suggested that the leader's personal qualities as well as his/her leadership behaviour together determine leadership effectiveness (De Cremer & van Knippenberg, 2004; Yukl, 2013) . In addition to identifying which positive leadership behaviour can enhance team outcomes, scholars are also analysing negative behaviours that may impede team functioning. One such negative behaviour stems from a self-serving leader, who unlike a servant leader that sets personal interests aside to seek better outcomes for the larger collective (e.g., Greenleaf, 1977; Hu & Liden, 2011) , will engage in actions that benefit oneself and sacrifice the interests of the common good (DeCelles et al., 2012; Wisse & Rus, 2012) . Examples of self-serving behaviours include allocating scarce resources to themselves, stealing recognition from followers, shifting blame, and shirking responsibilities (Rus et al., 2010a (Rus et al., , 2010b .
Leader self-serving behaviour is expected to decrease followers' level of psychological safety because followers will perceive the leader as a competitor for overall available resources. Furthermore, as leaders are higher on the organizational hierarchy, they can control many resources and leave less to the followers or the organization (Rus et al., 2010b) . In this way, followers will perceive self-sacrificing leaders as 'providers' of resources, while self-serving leaders are 'takers' of resources.
Issues of resource allocation are central to understanding individual and team wellbeing (Hobfoll, 2002) and stress experience (Hobfoll, 1998) . As COR theory suggests, people feel anxious and stressed when they are being threatened with loss of resources (Hobfoll, 1998) . They will seek to protect those resources that are being threatened (Hobfoll, 2002) . During a situation of resource threat, people will employ defence mechanisms, including a decreased willingness to accept responsibilities, increased riskaverse behaviours, and greater reluctance to exhibit their true selves. A situation of resource loss deteriorates overall comfort and will be reflected in team psychological wellbeing. To this point, Holahan et al. have found that a lack of or loss of resources will undermine positive psychological outcomes (Holahan & Moos, 1991; Holahan, Moos, Holahan, & Cronkite, 1999) . Therefore, we predict the following hypothesis:
Hypothesis 2: Leader self-serving behaviour is negatively related to team psychological safety.
Leader self-serving behaviour as a moderator In general, researchers have found that leader competence and positive leadership behaviour can exert positive interactive effects on followers (e.g., Kacmar et al., 2007) . In this research, we suggest that the interplay between leader competence and negative leadership behaviour, namely leader self-serving behaviour, will conversely yield a negative interactive effect on followers.
Based on COR theory (Hobfoll, 1998 (Hobfoll, , 2002 , we propose that while competent leaders are perceived as mentors who provide resources and enhance followers' psychological safety, self-serving leaders are perceived as competitors who take available resources and undermine followers' psychological safety. We further propose that the positive influence of leader competence on team psychological safety is mitigated by leader self-serving behaviour. The reason for this is that followers will not trust that a self-serving leader, despite being competent, will share resources. In contrast, when the leader is competent and non-self-serving, followers will be confident that the competent leader will share and distribute resources. Therefore, we propose the following hypothesis:
Hypothesis 3: Leader self-serving behaviour moderates the positive relationship between leader competence and team psychological safety, such that the positive relationship will be stronger when leader self-serving behaviour is low; the positive relationship will be weaker when leader self-serving behaviour is high.
Implications on team performance
Beyond considering the interactive effect of leader competence and leader self-serving behaviour on team psychological safety, it is also important to investigate its downstream effect on team performance as leaders are assessed by their leadership effectiveness (Hogan, Curphy, & Hogan, 1994) . To this point, team performance reflects team effectiveness, and is defined as the extent to which a team accomplishes its goal (Devine & Phillips, 2001) . Employee psychological condition is an important indicator of cognitive resources (Clarkson et al., 2010) and ability to focus on tasks (Kanfer & Ackerman, 1989) . When employees feel safe, they can utilize all of their available resources for task functioning. Evidently, research has shown that when team members feel safe, they will engage more in their jobs, exert greater effort, and actively seek advice and help from one another (Brown & Leigh, 1996; Edmondson, 2002 Edmondson, , 2003 . They will also actively perform rolerelated tasks (Amabile, 1983) , and are likely to share information and ideas, all which cumulatively foster healthy levels of interactions and mutual trust that can facilitate team learning behaviours (Edmondson, 2004) . Furthermore, when team members share information and experience, interteam confidence for solving problems also increases (Hu & Liden, 2011) .
On the other hand, when employees feel unsafe, they will focus on protecting their available resources (Hobfoll, 2002) , a situation which gives rise to stress and distracts from work. Team members who feel unsafe or fear negative consequences are likely to withhold information from one another, disengage from their work, and be wary of trying new things (May et al., 2004) . Ultimately, employees in such an environment will be reluctant to take on larger task roles or accept greater responsibility because they fear having to shoulder the responsibility of failure alone.
Taken together, follower psychological well-being is largely affected by concerns of perceived level of available resources (Clarkson et al., 2010) . Team performance will only be enhanced when employees perceive the work environment as safe. Therefore, we suggest that the interaction between leader competence and leader self-serving behaviour is critical to team psychological safety and, subsequently, team performance.
If competent leaders are perceived as non-self-serving, followers will feel immersed in a safe environment, and therefore can fully utilize their available resources to engage in their jobs, learn, and share with other team members, so to ultimately contribute positively to team performance. If, however, competent leaders are seen as self-serving, followers will be forced to allocate resources to handle stress, taking away the available resources to focus on job functioning. Indeed, prior studies have shown that leaders who behave in a self-serving manner are less effective leaders overall (Choi & Mai-Dalton, 1999; De Cremer & van Knippenberg, 2004) . As a result, we posit our conditional indirect effect hypothesis:
Hypothesis 4: Leader competence has a conditional indirect effect on team performance, such that the indirect effect through team psychological safety will be stronger when leader self-serving behaviour is low; the indirect effect will be weaker when leader self-serving behaviour is high.
Method
Participants We designed and conducted a multisource (leaders, subordinates) and multitime (Time 1, Time 2) survey study to test our hypotheses. Our participants were from six companies in central China. Of the six companies, three were in the service industry, one was in real estate, one was in manufacturing, and one was in the food-processing industry. The steps of the data collection were as follows. First, we approached the top executives of each company to obtain their consent to conduct the survey in their company. Next, we asked the human resource (HR) department of each company to randomly provide a list of potential participating employees. The HR department then organized these employees in conference rooms, where we explained our purpose of research. We asserted that participation in the survey is voluntary and anonymous, will be conducted twice, and that the feedback will only be used for research purposes.
Procedures
All surveys were conducted on site. Each company's HR director announced the study to the participants and guided the participants to their respective locations where they completed the questionnaire. The subordinates filled out the follower survey in one conference room, and all supervisors completed the leader survey in a separate conference room. To avoid common method bias, data were collected at two time waves (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003) with a 1-month time period between Time 1 and Time 2 survey. For the Time 1 survey, subordinates provided responses on their leaders' competence, their own competence, and demographic backgrounds. Leaders provided their own demographic measures. One month later, we revisited the six companies and distributed the Time 2 questionnaires to the same participants who had participated in the Time 1 survey. Subordinates provided responses for their leaders' self-serving behaviour and their own level of psychological safety. We asked the leaders to provide ratings for their teams' performance. A total of 707 employees participated in our study: 533 were subordinates and 174 were their direct leaders. We excluded any unfinished surveys, and coded remaining surveys to yield a final sample size of 166 leaders and 514 subordinates.
The leader sample comprised of mostly males (78.3%), and age distribution was as follows: 10.1% of leaders were 30 years old or younger; 57.8% were between 31 and 40 years old; 26.1% were between 41 and 50 years old, and 6.0% were 51 years of age or older. As for years of education, 9.5% of leaders received an education of no more than 12 years, 68.0% received 13-16 years of education, and 22.5% received 17 years or more of education.
The subordinate sample consisted of mostly males (54.8%) as well, and age distribution was as follows: 51.1% of subordinates were 30 years old or younger; 35.0% were between 31 and 40 years old; 12.4% were between 41 and 50 years old, and 1.5% were at least 51 years of age. As for years of education, 9.7% of subordinates received an education of no more than 12 years, 68.6% received 13-16 years of education, and 21.7% received at least 17 years of education.
Measures A Chinese version of measures was translated from the original English version following Brislin's (1980) back-translation process. The measures were all rated on a 7-point Likert scale (1 = strongly disagree; 7 = strongly agree).
Leader competence
We asked subordinates to rate their leader's competence using the 6-item scale adopted by Mayer and Davis (1999) to measure an individual's general ability. A sample item was 'My leader is very capable of performing his/her job' (see Appendix A). The Cronbach's alpha for this scale was .95.
Leader self-serving behaviour Subordinates provided their ratings for their leader's self-serving behaviour based on the nine items that Rus et al. (2010a) recommended. An example item was 'My leader has used his/her leadership position to obtain benefits for him/herself' (see Appendix B). The Cronbach's alpha for this scale was .93.
Psychological safety
We asked subordinates to rate their own feelings of psychological safety using the three items suggested by May et al. (2004) . A sample item was 'I am not afraid to be myself at work' (see Appendix C). The Cronbach's alpha for this scale was .79.
Team performance
Leaders provided the ratings for their team's performance using the 3-item team performance scale that was adopted by Schaubroeck et al. (2007) . An example item was 'My team has performed its job well' (see Appendix D). The Cronbach's alpha for this scale was .89.
Control variables
We included leaders' gender, age, and education as control variables as these variables may account for variation in team psychological safety (Edmondson, 2004) . We also controlled for leaders' organizational tenure, team organizational tenure, and team working tenure with the leader. We made this decision because tenure, which indicates time spent in an organization, has been consistently recognized as an important influential factor in management and psychology research (Cohen, 1993) . Team organizational tenure and team working tenure with the leader were calculated by taking the average of each subordinate's organizational tenure and working tenure with the respective leader. In addition, team size was controlled to account for the natural differences that may exist between work teams (Schaubroeck et al., 2011) .
Furthermore, we contended that the extent to which an individual feels psychologically safe and one's performance are influenced by one's own competence; that is, subordinates with higher competence may inherently have higher psychological safety and perform better than those who are less competent. As a result, we controlled for subordinates' competence. We once again used the same six items that we adopted in measuring leader competence to ask subordinates to report their own competence on a 7-point scale (1 = strongly disagree; 7 = strongly agree). The Cronbach's alpha for this scale was .87.
Analytic strategy
Our data reflected a nested structure with teams nested in organizations. To account for the non-independent influence at the firm level, we used 'organization' to identify the six different firms and controlled for the variances between firms. We used Stata 14.0 to conduct generalized structural equation modelling (GSEM) to test the hypotheses. GSEM accounts for all the path effects at the same time and, therefore, provides more accurate estimations than simple hierarchical linear modelling provides.
To test the interactive effect, we examined the effect on the dependent variable at both 'high' (one standard deviation above mean) and 'low' (one standard deviation below mean) values of the moderator. To test the conditional indirect effect, we examined the moderator at 'high' and 'low' values, and adopted Monte Carlo method (Bauer, Preacher, & Gil, 2006) to generate confidence intervals (CIs) for product of coefficients where we obtained from GSEM results. This method has been argued to yield results with higher power than traditional methods (e.g., Baron & Kenny, 1986 ) when testing for indirect effects (MacKinnon, Fairchild, & Fritz, 2007) . Specifically, we utilized the online utility provided by Selig and Preacher (2008) and set repetitions at 20,000 times. An indirect effect occurs when the CI does not include '0'.
Results

Aggregation statistics
Variables that were measured at the individual level were aggregated to the team level to correspond to our research model. To test the validity of the aggregated measures, we examined the inter-rater agreement value (r wg ) and intraclass correlation coefficients, ICC (1) and ICC(2). To justify the aggregations, James, Demaree, and Wolf (1984) suggested that the cut-off median value for r wg should be .70. Similarly, Bliese (2000) and LeBreton and Senter (2008) argued that a value of .05 for ICC(1) and .50 for ICC(2) would indicate the appropriateness of aggregations. However, LeBreton and Senter (2008) also noted that different sample sizes and observations per unit will affect the r wg , ICC(1), and ICC (2) values. Therefore, these values are only supplementary references for researchers when performing aggregations, and theoretical foundations should be the primary means for justifying aggregations.
In this study, aggregation statistics of r wg , ICC(1), and ICC(2) for leader competence were .83, .29, and .55, providing sufficient support for the aggregation. For leader selfserving behaviour, the r wg , ICC(1), and ICC(2) values were .80, .14, and .32, respectively. Despite the relatively small ICC(2) value, aggregation should not be prevented as the aggregation is theoretically justified and supported by high values of r wg and betweengroup variances (Bliese, 2000; Chen & Bliese, 2002; Priesemuth, Arnaud, & Schminke, 2013) . For psychological safety, the r wg , ICC(1), and ICC(2) values were .81, .04, and .11. The ICC(1) value just missed the generally accepted value of .05, indicating an almost 'medium-sized' group effect of individual ratings attributable to team membership (LeBreton & Senter, 2008) . The suboptimal ICC(2) value suggested that the mean ratings of each team did not differ much from one another (Bliese, 2000) . We continued with the analyses because we had explicitly defined psychological safety as a team-level construct (e.g., Bradley et al., 2012; Bunderson & Boumgarden, 2010; Edmondson, 1999; Hirak et al., 2012; Walumbwa & Schaubroeck, 2009 ) and performed the aggregation of individual responses to the team level despite suboptimal ICC values (Chen & Bliese, 2002; Yu et al., 2016) . For the control variable team competence, the r wg , ICC(1), and ICC (2) values were .83, .22, and .45, supporting the aggregation.
Confirmatory factor analysis
We conducted a series of multilevel confirmatory factor analyses (CFAs) using Mplus 7 (Muth en & Muth en, 2012) to test the distinctiveness of the main variables. We reported the comparative fit index (CFI) and root mean square error of approximation (RMSEA) based on the suggestions from Williams, Vandenberg, and Edwards (2009) . The CFA results in Table 1 showed that the hypothesized 4-factor model fit the data well (v 2 = 686.77, df = 183, RMSEA = .07, CFI = .94). In addition to the hypothesized 4-factor model, we conducted four alternative 3-factor models. The results indicated that the hypothesized 4-factor model fit the data significantly better than the other four alternative models (Dv 2 = 483.64, 489.71, 989.42, and 2016 .62, p < .01), which supports the construct distinctiveness of these variables. In addition, descriptive statistics, intercorrelations, and internal consistency reliabilities are presented in Table 2 .
Hypothesis tests
We used responses from 166 leaders and 514 subordinates to test the hypotheses. We simultaneously entered all main variables as well as all control variables 1 associated with the leader, team, and organization in the GSEM. The results are presented in Figure 2 . Hypothesis 1 posits that leader competence is positively related to team psychological Notes. **p < .01 (two-tailed). safety. Our results indicated that leader competence was indeed positively related to team psychological safety (b = .17, SE = .07, p < .05). Thus, Hypothesis 1 was supported. Hypothesis 2 proposes that leader self-serving behaviour is negatively related to team psychological safety. Results revealed a significant, negative relationship between leader self-serving behaviour and team psychological safety (b = À.15, SE = .06, p < .05), providing support for Hypothesis 2. Hypothesis 3 suggests that leader self-serving behaviour moderates the positive relationship between leader competence and team psychological safety, such that the relationship will be stronger when leader self-serving behaviour is low and that the relationship will be weaker when leader self-serving behaviour is high. Results yielded a significant interaction (b = À.25, SE = .07, p < .01). The interactive effect was plotted in Figure 2 . Generalized structural equation modelling path results. Note. n = 149 (listwise). Leaders' gender, age, education, organizational tenure, and team size, team competence, team organizational tenure and team tenure with leader were entered as control variables. Organization was accounted for the non-independent influence at the firm level. Values in parentheses were standard error estimates. *p < .05; **p < .01 (two-tailed). Table 3 ) indicated that when leader self-serving behaviour was 'low' (one standard deviation below mean), leader competence was positively associated with team psychological safety (b = .37, SE = .10, p < .01). However, when leader self-serving behaviour was 'high' (one standard deviation above mean), leader competence was not related to team psychological safety (b = À.02, SE = .07, ns). The results, therefore, suggested that competent leaders fostered team psychological safety when they were perceived as low self-serving leaders. Thus, Hypothesis 3 was supported. Hypothesis 4 argues that leader competence has a conditional indirect effect on team performance, such that the indirect effect through team psychological safety will be stronger when leader self-serving behaviour is low and that the indirect effect will be weaker when leader self-serving behaviour is high. The indirect effects and CIs generated from Monte Carlo analysis at 'high' (one standard deviation above mean) and 'low' (one standard deviation below mean) values of the moderator are presented in Table 3 . As shown, when leader self-serving behaviour was 'low', the indirect effect of leader competence on team performance through team psychological safety was significant (indirect effect = .08, SE = .04, 95% CI = [0.002, 0.17] which excluded 'zero'); however, when leader self-serving behaviour was 'high', the indirect effect of leader competence on team performance through team psychological safety was not significant (indirect effect = À.00, SE = .01, 95% CI = [À0.05, 0.04] which included 'zero'). These results suggested that competent leaders perceived as low self-serving fostered team psychological safety and enhanced team performance. However, the positive influences were non-existent when leaders were perceived as high self-serving. Hence, Hypothesis 4 was supported.
Discussion
In this paper, we adopted a COR framework to examine to what extent leader competence and leader self-serving behaviour jointly influenced team psychological safety and team performance. Our two-source, time-lagged survey study supported all of our proposed hypotheses in the following ways. First, leader competence was found to positively associate with team psychological safety, whereas leader self-serving behaviour Notes. P mx = path from leader competence to team psychological safety; P ym = path from team psychological safety to team performance. Values in parentheses were standard error estimates. Results from generalized structural equational modelling were entered into the online utility provided by Selig and Preacher (2008) , and used the Monte Carlo method (20,000 repetitions) to estimate confidence intervals (CIs) at 95% significance. *p < .05; **p < .01 (two-tailed).
was found to negatively relate to team psychological safety. Second, leader competence was found to interact with leader self-serving behaviour to affect team psychological safety and, subsequently, team performance. Specifically, the positive influence of leader competence on team psychological safety was stronger when leaders were perceived as non-self-serving leaders. In contrast, the positive influence was non-existent when leaders were perceived as self-serving leaders.
The research notably showed that leader competence was not directly related to team performance. One possible explanation is that competent leaders may unwillingly or accidentally induce followers' passivity as followers become overly reliant on the leader's guidance and inspiration (Yukl, 2013) . Another alternative explanation is that, on the one hand, teams led by competent leaders do indeed perform better, but their performance may be rated lower due to competent leaders having higher assessment standards. However, the findings did provide support that whether or not a competent leader is selfserving is a critical factor in determining whether the leader will have a positive influence on his/her followers.
Theoretical contributions
Even though studies on leader competence have been recognized in the literature (e.g., Carmeli & Tishler, 2004; Hollander, 1978) , few have attempted to analyse the relationship with follower psychological condition and behaviour. The present research sought to explore when and why competent leaders will be effective leaders, and to this effect makes several contributions.
First, we adopted COR theory to consider team leaders' competence and self-serving behaviour on followers' perceptions of resources. We focused on the psychological process of available resources and how the available resources affected an individual's psychological well-being. This framework provides a unique perspective to study the leader-follower relationship and enabled us to provide a theoretical rationale for the interactive effect of leader competence and leader self-serving behaviour on a team-level phenomenon.
Second, we contributed to both trait and behavioural leadership literature because we considered the interactive effect of leader quality and leadership behaviour on followers' psychological and behavioural outcomes. The results suggested that even positive leader qualities do not necessitate positive leadership influence and, moreover, that leadership behaviour is an important contingent factor for understanding the influencing process.
Finally, beyond considering the influence on followers' psychological conditions, our paper also examined the downstream implication of the interactive effect on team performance. As our results did not reveal a direct relationship between leader competence and team performance, we can suggest that the relationship may be contingent on another factor, such as leader self-serving behaviour. Our research further showed that psychological safety, which is influenced by the interaction of leader competence and leader self-serving behaviour, influences employees' ability to fully utilize their available resources to engage in job functioning as well as participate in productive team sharing and learning behaviours. Our findings finally supported the notion that leadership effectiveness is the product of leader quality and leadership behaviour through means of enhancing follower psychological experience.
Limitations and future research directions
The findings presented in this research should be interpreted with consideration of a few limitations. First, although we collected our samples from six different firms, we would have preferred to obtain a broader sample base from each organization. If data were collected this way, our findings would not only have high external validity (six firms from four industry sectors) but high internal validity as well. In addition, although our teamlevel constructs were all theoretically grounded, some of the aggregation statistics were lower than desired levels. In particular, the ICC values for some measures were suboptimal. The most compelling explanation for this weakness in our data is the relatively small team size, which would cause a greater response volatility (James, 1982; LeBreton & Senter, 2008) .
In the light of the findings in the present research, we believe there are a few interesting avenues for future work. First, the non-significant direct relationship between leader competence and team performance leads us to speculate that perhaps other factors may prevent followers from reaching a higher level of performance. One of the factors could be from a power perspective such that followers would attribute leader competence as expertise or power (French & Raven, 1959) . In a power-dependent relationship, it follows that the more power the leader has, the more followers will be dependent on the leader (Emerson, 1962) in terms of feedback, approval, and guidance (Yukl, 2013) . This sort of dependency will likely negatively impact followers' own proactivity, creativity, and voice behaviour. We urge future scholars to explore the 'dark side' of leader competence to uncover the potential negative influences that competent leaders may impose on followers.
Another interesting finding is that the relationship between leader competence and team psychological safety becomes neutral when leaders are perceived as self-serving. In fact, one may argue that subordinates will probably experience less safety if the leader is competent and self-serving than if the leader is incompetent and self-serving. This proposal is based on the reasoning that a self-serving, competent leader is more threatening and dangerous than a self-serving, incompetent one. However, as team leaders' performance is usually tied to their teams' overall performance, even if the competent leaders are self-serving, they will still to some extent aim to achieve overall team goals in order to achieve their personal goals. Therefore, a competent, self-serving leader might not necessarily be worse than an incompetent, self-serving leader. Thus, we encourage future research to dig into the different logical frameworks to further unravel the relationship between leader competence, leader self-serving behaviour, and follower reactions.
Moreover, leader competence can also be considered as an important situational factor that fits into the contingency model of leadership (Vroom & Jago, 2007) . While research has historically focused on the interplay between positive leadership behaviour and leader competence (e.g., Chou et al., 2005; Kacmar et al., 2007; Podsakoff et al., 1983) , an interesting but relatively underexplored direction is to investigate the interaction between negative leadership styles and leader competence. It is likely that competent leaders may 'get away' with some negative leadership behaviours. For instance, an authoritarian or directive leadership style has been widely considered as a form of destructive leadership as it discourages follower participation in the decision-making process (Cheng, Chou, Wu, Huang, & Farh, 2004; Schaubroeck, Shen, & Chong, 2017) . However, in today's fast-paced business environment where functional efficiency is highly valued and necessary to achieve organizational success, competent leaders may be forced to make timely decisions without consulting others. Hence, we believe there certainly are circumstances that would allow competent leaders to display negative leadership behaviours yet still obtain positive results.
Future research can also adopt the supervisor's point of view when exploring employee competence. One such study could follow the threat perspective (e.g., Rohmann, Florack, & Piontkowski, 2006) to ask whether a supervisor will see a competent employee as a potential challenge or threat to his or her status and authority. Another research query could analyse whether competent employees, as they have distinguished knowledge and skills, are likely to demand more resources (e.g., compensation, recognition) from the supervisor? Altogether, these are compelling topics worthy of further investigations.
Practical implications
The findings in the present research offer several implications for practitioners. First, during employee selection or promotion processes, organizations should seek out competent individuals not only because competence enhances one's own performance (McClelland, 1973) but because it can positively influence the work team and the organization as well. Consequently, organizations are encouraged to establish and adopt adequate training and development programmes to ensure that employees are constantly provided with resources to enhance their competencies.
Organizations should also ensure that competent individuals utilize their skills for the benefit of the organization and not for personal gain. Monitor and control are two critical aspects of overseeing employee behaviour and are theorized approaches to regulate agency problems. By their nature, competent individuals are more gifted and capable. They can choose to help or harm the organization. There have been plenty of real-world examples of competent or clever employees that defraud their companies in this sort of way (Brown & Treviño, 2006) , including evading control, scheming ways to avoid responsibilities, and deceiving and exploiting others (House & Howell, 1992) . Hence, from the organization's perspective, fostering a culture of ethical behaviour and instituting systematic monitoring are two key ways for minimizing unethical or selfserving behaviours.
The third recommendation attends to the fact that leaders are role models (Shamir, House, & Arthur, 1993) and that their behaviours not only affect those in their direct proximity but also those more distant colleagues via overall workplace culture . Hence, competent leaders should not only discourage unethical behaviour, but also endeavour to set a good example using their knowledge and skills to propel organizational success.
The final recommendation is that organization pay close attention to employees' psychological conditions by adopting specific assessment systems. This recommendation will not only benefit employees but will also contribute positively to the organization because employee psychological condition is a critical factor of job engagement (Kahn, 1990) and various performance indicators such as task performance (Li & Tan, 2013) , creativity (Madjar & Ortiz-Walters, 2009) , and voice behaviour (Detert & Burris, 2007) . In this way, ensuring employee psychological well-being should be a priority for organizations and can help achieve long-term survival. By means of conclusion, we are optimistic that our findings will be useful to practitioners.
Conclusion
Organizations nowadays face immense competition and constant pressure to change (Prahalad & Hamel, 1994) . In response, organizations need competent, non-selfserving employees in order to thrive. The present research adopts a COR framework to explore the interactive effect of leader competence and leader self-serving behaviour on team psychological safety and, subsequently, team performance. The findings contribute to both trait and behavioural theories of leadership. We hope that our research lays a foundation for future relevant studies to gain a better understanding of these topics.
